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         ABSTRACT OF PROJECT 
 
Fueling The Passion 
Creating a Department Vision, Understanding and 
Improving a Workplace Creative Climate 
 
 
This project was about leading the process of developing a department 
vision, understanding the current climate within a department and facilitating 
creative problem solving to work on action plans to improve that climate. 
The project commenced with the development of a department vision for 
the marketing team within my organization. This was completed with the help of a 
core vision team, who volunteered to be part of this process.  
The second major component of this project was about understanding the 
current creative climate within my department. It involved reviewing KEYs survey 
(Amabile, Conti, Coon, Lazenby & Herron, 1996), results, as well as a company 
lead qualitative piece of research.  
This information was used as background information for the creative 
problem solving workshop I ran with the core vision team on developing a set of 
action plans to improve the climate within the department and ultimately move 
closer to our desired vision. 
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Section One: Background to the Project 
 
Purpose 
 
This project was about taking a leadership role in my organization to 
champion a more creative climate.   
The major components of this project were: 
1. Creating a Shared Vision for my marketing department. 
2. Understanding my department’s creative climate 
3. Using Creative Problem Solving to come up with solutions to improve that 
climate. 
The project developed a new skill for me, in terms of the vision process 
and also meet a need in my organization, namely to understand our current 
creative climate and to work on a plan to improve it.  
 
 
Background 
 
I work in a marketing department of about 40 people. I was on the 
committee that designed the program for our last Marketing offsite conference 
which was held in September 2007. It was an overnight offsite where we all get 
together. At that time, I suggested that we do a session on creating a joint 
department vision and also use the opportunity to understand the dynamics of 
our creative climate.  
I contacted the Centre for Creative Leadership about the KEYS survey, 
developed by Dr. Teresa Amabile and her Colleagues at the Centre for Creative 
Leadership (Amabile, Conti, Coon, Lazenby & Herron, 1996), and shared it with 
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the Marketing Director and Offsite Committee. Everyone agreed it would be a 
good way to assess the creative climate we currently have. I ran a 3-hour 
visioning session at the offsite and everyone completed the KEYS survey. Shari 
Walczak, a student at Buffalo State College, generously shared a visioning 
workshop she had worked on, which helped me in constructing the workshop I 
ran at the offsite.  
In the session, I started off with a warm up exercise and then asked 
people to imagine our marketing department had suddenly gotten food poisoning 
and all passed away. I split the group into 5 teams and asked each team to come 
up with a tombstone engraving that best encapsulated what we would be 
remembered for (see Figure 1.1.) 
 
Figure 1.1 Tombstone Exercise 
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As homework prior to the offsite, I had asked people to think of both a 
company they admired and a team they had loved being a part of. The next 
exercise we completed in the vision workshop was to download these companies 
and teams and record why they stood out for each person. We collated the 
reasons people had these admirations and found some common themes. For 
companies, the common themes came out as innovative, pushing boundaries 
and consumer focused. For teams, the common themes came out as passionate, 
leadership and fun. 
We then moved onto a “Glass Vault” exercise, where people where asked 
to imagine there was a glass vault on the wall in our department and it contained 
all of the associations that people are likely to have with us. We downloaded 
what would be in our glass vault. 
 We then did a visualization exercise. We asked people to close 
their eyes and visualize what it would be like to be in our marketing department in 
the future, once we had improved on the areas that people would like. People 
were then asked to download all of their thoughts, using statement starters “I 
wish” (Miller, Vehar & Firestien, 2001a). We captured themes from this exercise, 
which are detailed in the list below: 
• Empowerment to make decisions 
• More sharing and communication across teams (informal) 
• Innovation injection 
• Less meetings, more thinking time 
• Streamlined processes 
4 
 
• Improving our work environment 
We then asked teams to succinctly write up some vision bumper stickers 
that captured, in an inspiring way, what we would like our vision to be. We spent 
time downloading all of these ideas with the full group and conducted asked 
people to vote on the ones that they liked best. We got to a final version of “Think 
Big, Plan Well”.  
The next exercise was to use the Bull’s-eye exercise (Miller, Vehar & 
Firestien, 2001a) to identify where we were in relation to our ideal and what were 
the things that currently pull us towards that ideal vs. push us away. The 
responses of this exercise are captured below in Figures 1.2 and 1.3. 
 
Figure 1.2 What is pulling us towards our vision? 
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Figure 1.3 What is pushing us away from our vision? 
At this point we ran out of time and completed the session with the KEYS 
survey (Amabile et al. 1996) 
I sort out some feedback of the session and found that people felt the 
vision was abit too simplified and didn’t capture some of the sentiment that had 
been shared throughout the session. What it did provide, however, was a first 
round of qualitative feedback on how the moral of our department was tracking 
and what the areas of improvement where.  
I have used the outputs of the offsite meeting as reference material for the 
work completed within the scope of this Masters project.  
 
Rationale for selection 
 
Since beginning my studies at Buffalo State, one of the biggest challenges 
I have faced has been trying to find a way to integrate my growing creativity skill 
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set with my day to day work life.  One of the reasons I had passion for this project 
was that it enabled those two worlds to intersect in a very positive way. 
 When I wrote my vision and strategic plan in June 2007, my vision was: 
“By 2010, having internalized my creative skills, I have made career and personal 
choices that allow me to integrate my creative philosophy with my day to day 
actions via the practice of courage, tolerance, humility, balance, persistence, 
curiosity, leadership and a dedication to knowing more.” (Standen, Unpublished 
Work, 2007). I identified some core strategies I wanted to use to achieve my 
vision. I believe this project delivers against 3 of the core strategies I specified: 
1. Being a creativity ambassador by encouraging creativity in those 
around me,  recognizing and rewarding their talents and passing on 
what I know; 
2. Making creativity a habit by routine and habit and actively inviting 
creativity into each day;  and 
3. Having courage to pursue what I love so I love what I do and 
persist with it. 
 
I believe a marketing department needs to tap into its creativity if it is to be 
successful. I also believe that by understanding the areas that need improving in 
order to allow creativity to flow, I can help facilitate and navigate solutions that 
will result in people being happier and more fulfilled in their work, unlock our 
creative potential and ultimately provide a competitive advantage to our 
company. 
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What this Project adds creatively to you and others 
 
This project has enabled both the creation of a clear vision for my 
department and a deep understanding of the climate that currently exists. 
Refining and agreeing to a department vision provided our department 
with a clear picture of the future we want to create. Having the start of action 
plans to improve our creative climate will provide us with a path of how to help 
get to that vision. Both of these initiatives will help me personally, as one of the 
leaders of that department, as well as help those in the department by improving 
the climate of their work environment. 
 
I therefore, see five key tangible outcomes of this project that will add to the 
creativity of both myself and others:  
1. A clear and common department vision that people have agreed on; 
2. A list of the positives and the barriers we currently face as a department of 
getting to that vision and to having a true creative climate; 
3. Identified and prioritized the key areas of opportunity to improve our 
creative climate and achieve our vision;  
4. Action plans of how we will address the top priority areas; and 
5. The establishment of a motivated, core vision team, with representation 
across all sub-teams within the department. 
The more intangible outcomes I think this project will evoke, both in the short 
and long term, are; (1) a celebration of what works well for our team; and (2) a 
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sense that our leadership team has listened to our department and is committed 
to taking action to address the concerns of our department. 
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Section Two: Pertinent Literature 
 
In researching this project, there were a number of streams to review—
leadership, vision, motivation, creative climate and measurement of that climate. 
The reason for a vision is to inspire or motivate by providing a compelling vision 
of the future one wishes to create. There seemed to be quite a lot of evidence of 
the link between motivation and creativity from Amabile’s work (1997,2004). I 
believe leadership, vision, motivation and creativity are all very much linked. 
 
Leadership and Vision 
 A key leadership practice, as identified by Johnson and Johnson (1994) 
was “inspiring a clear mutual vision of what the organization should and could be, 
a clear mission that all members are committed to achieving and a set of goals 
that guide members’ efforts” p. 199. 
 In October 2007, I presented a business review which was attended by 
our CEO. When presenting a strategy on a local brand, his comment was “don’t 
take the first step without knowing what the last will be”. It reinforced to me that a 
clear, future-focused understanding of what one is trying to achieve is essential 
in strategy development. This sentiment was echoed by Fritz (1984) “The best 
place to begin the creative process is at the end. What is the final result you 
want?” p.123. Fritz (1984) suggests starting with nothing, not considering the 
past at all and only focusing on what he wanted to see exist. He goes on to 
suggest that visualizing, picturing the desired result, enables you to see depth, 
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relationships, shape, look at it from different perspectives and to work from 
knowledge rather the speculation” p. 123. Fritz (1984) also suggested that people 
needed to be clear enough about the result they want that they would recognize 
the result if they had it. The vision should be about the result people want and 
should be considered independently of process and from the question of 
possibility to avoid limiting or censoring oneself to what she already knows how 
to do or to what  
seems possible. Finally, Fritz (1984) revealed “Vision has power, through vision 
you can easily reach beyond the ordinary to the extraordinary. Vision can help 
you organize your actions, focus your values, and clearly see what is relevant in 
the current reality.” p.138. 
 The vision framework by Collins and Porras (2004) identified two major 
components – the core ideology and an envisioned future. They went on to 
describe that defining the core ideology is a discovery process of looking inside 
to ensure authenticity, whereas defining an envisioned future is a creative 
process. 
 Collins and Porras describe core ideology as the enduring character of an 
organization, - its self identity that is constant over time. It is the “bonding glue” 
(p.  221) that holds an organization together and consists of Core Values which 
are guiding principles that do not change over time and Core purpose, which 
describes the organization’s fundamental reason for being and hopefully 
encapsulates that organization’s soul (p. 224). An example given of a core 
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purpose by Collins and Porras (2004) was that of Walt Disney, who believed it 
was important “to make people happy”. 
 The second primary component of the vision framework was an 
Envisioned Future. Collins and Porras (2004) suggested the need for a both 
Vision-level Big Hairy Audacious Goal (BHAG), which would take around ten to 
thirty years to complete and a vivid description – a vibrant, engaging and specific 
description of what it will be like to achieve that BHAG (p. 233) 
 
Climate 
 I needed to understand the definition of climate to move ahead with this 
project. “Climate is defined as the recurring patterns of behavior, attitudes, and 
feelings that characterize life in the organization” (Isaksen, Lauer, Ekvall & Britz, 
2001).  
 Climate has been referred to by Ekvall (1996) as “an attribute of an 
organization, a conglomerate of attitudes, feelings, and behaviors which 
characterizes life in the organization, and exists independently of the perceptions 
and understandings of the members of the organization” p. 105. 
 Climate is distinct from culture in that it exists more obviously within an 
organization. Culture refers to the deeper and long term values, norms and 
beliefs that exist in an organization (Isaksen, et al., 2001) 
 
Motivation and Creativity 
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 One of the reasons I feel a vision is so important is driven by Amabile’s 
work on creativity, and specifically how important motivation is in creative output. 
Amabile was one of the first scholars to shift focus from individual 
creativity to understanding creativity at a broader, social level. In 1983 she 
published a study on conceptualization of creativity where her framework divided 
creative performance into three components that interact: (1) Domain-relevant 
skills; (2) Creativity-relevant skills; and (3) Task Motivation. The more an 
individual had of the above three areas, the more the creative outputs. 
(Amabile,1983). In 1996, Amabile referred to these areas in a business audience 
context as being Expertise, Creative-thinking skills and motivation. Expertise and 
creative-thinking skills are an individuals raw materials, whereas motivation will 
determine what people will actually do. 
 Amabile (1998) described the three components of creative performance 
below: 
1) Expertise- which encompasses everything that a person knows and 
can do in the broad domain of his or her work. It is knowledge, 
technical, procedural and intellectual 
2) Creative-thinking skills – refers to how people approach problems 
and solutions, with flexibility and imagination. Their capacity to put 
existing ideas together in new combinations. 
3) Motivation – An inner passion to solve the problem at hand leads to 
solutions far more than do external rewards such as money (instrinsic 
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motivation) is the one that can be most immediately influenced by the 
work environment.  
 Amabiles’ intrinsic motivation principle of creativity suggested that 
individuals are most creative when they are inspired by intrinsic motivators, 
interest, enjoyment, satisfaction and challenging work vs. extrinsic motivation 
(that comes from outside a person) and includes external motivators such as 
competition, rewards or even threats (Amabile, 1983, 2001).   
 Amabile believes Managers can influence all three components of 
creativity but that motivation is probably the most accessible. She went on to 
reveal which managerial practices affected creativity, and these form the basis 
for the KEYS survey. I believe that having an inspiring vision that everyone has 
had the ability to provide feedback and input into will serve to evoke motivation. 
 
Measuring Climate with KEYs 
 Amabile, Conti, Coon, Lazenby and Herron developed KEYS, an 
instrument that was designed to measure creative climate (Amabile, et al, 1996). 
Amabile, et al., regard creativity as the starting point for innovation and 
perceptions on how people’s ideas are implemented has an impact on motivation 
to generate new ideas.  
 “KEYS is an organizational survey that assesses the climate for creativity 
and innovation that exists within a work group, division or organization. Designed 
by the Center for Creative Leadership and Teresa Amabile, a Harvard Business 
School professor, KEYS measure the management practices that impact the 
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workplace and encourage innovation”. (Center for Creative Leadership Brochure, 
Appendix B) 
KEYS aims to provide the following: 
• A realistic view of the management practices that drive and inhibit 
creativity and innovation.  
• Identify pockets of excellence within the organization and share best 
practices.  
• Establish a baseline for improvement; set reasonable goals and 
expectations for change.       
• Frame action steps, based on the KEYS data, to improve the innovative 
culture.  
KEYS assesses management principles that encourage creativity, that 
inhibit creativity and includes information on how productive and creative an 
organization is. 
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Figure 2.1 Centre for Creative Leadership : Sales 
Brochure on KEYS   
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 The KEYS survey can be purchased from the Center for Creative 
Leadership. It is $20 USD for each individual survey and report and a further $75 
USD for any sub-group reports ordered. You have a Product Manager on KEYS 
who helps you organize the sub groups, orders the surveys and provides useful 
information for you to explain the origin and purpose for having people complete 
the survey. 
 The reports are mailed back in hard copy. The report is structured to 
compare the respondents with the KEYS robust database. Results are rated as 
Very High, High, Medium, Low and Very Low in comparison to the data base.  
 The sub-group reports compare the total department results with the sub-
group results and with reference as well to the norms within the KEYS database. 
 
Other Climate Measures 
 I was also aware of a second measure of creative climate, the Situational 
Outlook Questionnaire (SOQ), which has an emphasis on how attitudes, feelings, 
and behaviors support creativity and change (Ekvall, 1996, Laurer, Murdock, 
Dorval, & Puccio, 1995, Laurer 1994). The SOQ is based on a translation of an 
earlier measure developed in the 1980s by Goran Ekvall, the Creative Climate 
Questionnaire. Both rely on ten dimensions of creative climate which were 
discovered by Ekvall, which include: Challenge and Involvement; Freedom, 
Trust/Openess, Idea Time, Playfulness/Humor, Conflict, Idea Support; Debate 
and Risk-taking. (Ekvall,1996). 
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 I decided to go ahead with the KEYS survey given my organization had 
had previous dealings with the Centre for Creative Leadership via a Leadership 
Development program run out of the Melbourne Business School in Mount Eliza, 
Victoria, Australia 
 
18 
 
Section Three: Process Plan 
 
 
 The preparatory work on this Master’s project was conducted in 
September 2007, when I led a Vision Workshop with the Marketing Department 
and gained agreement and buy in from the Marketing Leadership team to have 
the department complete the KEYS survey. 
 I then presented my plan to my Marketing Director to gain his approval to 
follow through with refining the department vision and assessing and coming up 
with solutions to some of the areas that were revealed, both from the qualitative 
session I ran at the Marketing Offsite and the survey. 
Once I had the approval and agreement from our Marketing Leadership 
Team, and specifically the Marketing Director, I was able to recruit a Vision Core 
Team. Using the principle of intrinsic motivation, I allowed the team members to 
elect themselves, to ensure that they were intrinsically motivated to be active 
participants on the task. 
 I then facilitated a session with that team to evolve the department vision, 
using the offsite workshop outputs as a source of the full department’s view on 
what needed improvement. I used the output of that session, along with the 
KEYS reports to review with the Marketing Leadership team. I asked team 
members to review the surveys, looking for what they expected, what surprised 
them, how they would prioritize working on the areas that need improving and 
their point of view on who should lead those individual areas – the Marketing 
Leadership team or the Vision team (depending on the actions required). It was 
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agreed that we would share the results with each sub team within the 
department. Outside of this project, the company decided to engage our internal 
Research Manager to conduct a qualitative piece of research to get to a deeper 
understanding of the KEYS survey results, to ensure the problems were well 
enough understood to come up with the right solutions. 
I then conducted creative problem solving to come up with action plans 
that defined how we propose to make improvements in the areas identified. 
20 
 
 
Figure 3.1: Timeline of Process Plan. 
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Section Four: Outcomes 
 
  
Introduction 
 
 This project had eight key outcomes: (1) the establishment of a core vision 
team; (2) a department vision; (3) an interpretation of company survey results 
and workshop follow up; (4) a set of action plans that were aimed at addressing 
the areas of improvement that came out of the learning; (5) a directed marketing 
department; (6) a group of people who have been heard; (7) a leadership team 
who understand the current creative climate; and (8) a department who are 
committed to improvement. Section Four will present the descriptions of those 
outcomes. 
 
Establishing A Core Vision Team 
 A first key product was the development of a Core vision team. To 
accomplish this I established a team of 10 people. In setting this up, I spoke with 
my Marketing Director to gain buy in first on establishing a Core Vision team who 
would be charged with evolving the vision from our Marketing Offsite. I then 
shared this intention with the Marketing Leadership Team and explained that I 
intended to send an email to the department, inviting people who felt motivated to 
join a Core Vision team. The Marketing Managers agreed with this approach. 
The criteria were very broad, the only requirement for membership to the team 
was that person was a current member of the department. My underlying 
assumption was that if someone volunteered, she was likely to have energy and 
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passion in this area and I felt that if people were willing to accept the challenge to 
work on our vision, then they were obviously motivated on seeing the outcome of 
this project through.  I sent an invitation via email to the whole department (which 
consisted of 40 people), explaining that the purpose of the team would be two 
fold: (1) to evolve the Marketing department vision; and (2) to work on the areas 
we need to improve upon using creative problem solving. 
I received 10 responses from people wishing to be part of the team. I was 
very pleased with the response and that the respondents made up a team that 
had solid representation across all the sub-teams within the department. We also 
had representation from varying levels within the department, from Marketing 
Assistants, Brand Managers, Senior Brand Managers, Researchers, our Humans 
Resources Manager and two other members of the Marketing Leadership Team. 
The objective of the first session with the Core Vision Team was to 
develop our Marketing Department Vision. In that session, I thanked them for 
volunteering and asked them what motivated them to sign up. The responses 
from the team are outlined in Figure 4.1 below.  The responses revealed much 
about the motivation of the members of the team. They felt a vision was a 
powerful tool, they were passionate about values and culture and they were 
interested in preserving what was working and working on what needed to be 
improved.   
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Figure 4.1: Reasons for why members of the vision team signed up 
Given the work that needed to be done on creative climate within our 
department, I believe that this team will continue to add value into 2008. For 
change to really occur, the suggested and agreed action plans (Appendix I), 
need to be embedded in the organization. The action plans will need to be further 
enhanced throughout December 2007, with a follow up session with the  
Marketing Leadership Team. 
 
A Department Vision 
One of the key outputs of this project was the development of a marketing 
department vision. Figure 4.1 presents the results of our Core Vision Team 
session. The full framework of the workshop, which was inspired by the 
suggestions of Collins and Porras (2004) is in Appendix D. 
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We first worked on our values, by asking a series of questions and then 
conducting a hits exercise, we came up with 4 core values as outlined in figure 
4.2 below 
 
Figure 4.2: Our Core Values 
We then worked on our core purpose. Conducting an exercise suggested 
in Collins and Porras (2004), we started at a place of what we did, in terms of the 
products we market, and then repeatedly asked, “Why is that important”. As 
outlined in figure 4.3 below, we came to a core purpose of “To help people feel 
good about themselves and their environment”. 
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Figure 4.3: Core Purpose exercise. 
We conducted a Praise First exercise (Miller, Vehar & Firestien, 2001a), 
where we shared what the pluses were of our core purpose, what the potentials 
or possible future gains could be, what concerns we had and ideas for 
overcoming those concerns. These ideas were about how to successfully 
communicate our core purpose to the full marketing department, specifically to 
share the dual meaning behind it. Our intention that that the reference to “people” 
in our core purpose refers to both people within our department and the 
consumers we market to, and that the word “environment” refers to both our work 
or office environment and the home environment of our consumers. 
I sent an email to the vision team participants after the first session with 
the summary of our outputs. In that first session, we had gotten to a number of 
different ways to express our Big Hairy Audacious Goal (BHAG) (Collins and 
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Porras, 2004). Towards the end of the first session, we completed an exercise, 
again using stimulus from the offsite, but also from the session so far, as to what 
we should include in our BHAG.  I asked the team to work in pairs and attempt to 
express that BHAG. Everyone shared his version and we then converged.  I 
asked everyone to highlight the phrasing that worked in each. After the session, I 
then individually converged again and did two different versions of the BHAG, 
based on what the team had liked about the first round attempts. I emailed these 
and asked people to feedback.  One option was preferred from that feedback, 
with some suggested amendments. I then issued the final version contained in 
figure 4.4 below.  
The next step was to share the vision below with the Marketing 
Leadership team. This was well received. The feedback was positive and no 
suggested amendments or improvements were made. 
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 Figure 4.4: Our Marketing Department Vision 
The final step in the Department Vision outcome will be to share the vision 
with the fully articulated vision department for input and feedback. This 
presentation will happen on 12th December 2007. 
 Once we collect feedback from the full department, my intention is to 
laminate small cards that contain our values, core purpose and BHAG and issue 
these to all. 
 
An interpretation of company survey results and workshop follow up 
 A third project outcome was an interpretation of the KEYS (Amabile et al, 
1996) survey results and the development of a workshop to address areas of 
concern. These data were a part of another on-going climate initiative in our 
company that I am involved in that took place during my project work. The KEYS 
data was collected by our company as part of a Marketing offsite meeting in 
September 2007. There was a second data collection done, where qualitative 
research was completed by our Market Research Manager in order to gain a 
greater understanding of our climate. 
 Table 4.1 below provides a summary of the survey results from the 
company project  
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Table 4.1:  Summary of KEYS Survey Results. 
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 The survey results were shared with the Marketing Leadership Team. 
People were asked to share what was positive out of the results, which is 
contained in Figure 4.2 below: 
 
Figure 4.5: Areas Marketing Leadership Team Felt were positive from the Survey 
Results 
There were some climate survey areas that were rated very low. The 
Marketing Leadership team looked at those we thought we could control and 
effect direct change on vs. those which might be harder to directly influence. This 
grouping was reflected below in Figure 4.6 
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Figure 4.6: Areas Marketing Leadership Team can control vs. those outside their 
control. 
 One of the key outcomes of the session I conducted with the Marketing 
Leadership team in interpreting the KEYS results was that we felt we needed to 
better understand the results of the survey and ensure that we had a correct 
understanding of the issues before moving into Action plans, lest we start solving 
the wrong issues. The agreed next step was to share the team level survey 
results with each of the sub groups in the department and have our research 
manager run a qualitative working session with each team, much like a focus 
group.  
The themes centered around; people feeling too busy; people wanting 
more time with our Marketing Director;  that lack of creativity in of itself was not a 
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source of frustration; and that people wished to be more involved in 
understanding and formulating the key strategies of the business. 
These data were used in constructing a second workshop with the core 
vision team. The framework for this session is in Appendix J. These data have 
Provided not only a great place to start in crafting action plans to address the 
priority areas, but a benchmark on which to measure our improvement. I would 
recommend running the KEYS survey again in 12-18 months time to assess if  
the actions that have been put into place have shifted our measures. 
 
Action Plans to Address Priority Areas to Improve Creative Climate. 
 A fourth Master’s project product was the establishment of action plans 
that offer solutions to the problems identified through the data collected. These 
have been from my own individual efforts and those of the vision team.  
 In the second session I ran with the Core Vision Team, we identified a 
number of areas that needed creative problem solving. These were: 
1. How to increase empowerment 
2. How to focus on what is important and drop what is not 
3. How to celebrate success more often 
4. How to become two-way partners with our Division 
After converging on these, we decided to work through the first two areas in 
this session. We agreed that “how to celebrate success more often” and “how 
to become two-way partners with our Division” would be taken up by the 
Marketing Leadership Team. 
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We worked idea generation, selecting and strengthening solutions and finally 
planning for action (Miller, Vehar & Firestien, 2001a). 
I have included below the action plans for increasing empowerment. 
These were grouped under the sub headings of; (1) streamlining approval 
processes and levels to enable quick decisions; (2) Encourage experimentation; 
and (3) Mining our own expertise and sharing our strategy. 
 
Figure 4.7 Action plan for Streamlining approval processes and levels to enable 
quick decisions 
 
33 
 
 
Figure 4.8 Action plan to encourage experimentation. 
 
 
Figure 4.9  Action plan to mine our expertise and share our strategy 
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I have included below the action plans for focusing on what is important 
and drop what is not. These were grouped under the sub headings of; (1) making 
the meetings we do need more efficient; (2) Encourage flexibility and 
demonstrate trust; (3) Encourage discipline around individual time management; 
(4) rationalize the number of meetings; and (5) review roles and responsibilities 
and resource up. 
 
 
Figure 4.10. Action plan to make the meetings we do need more efficient 
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Figure 4.11 Action plans to encourage flexibility and individual disciplines around 
time management 
 
Figure 4.12 Action plan to rationalize the number of meetings. 
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Figure 4.13 Action plan to review roles and responsibilities and resource up 
There will be some further action plans required to address the areas of 
becoming two-way partners with our Division and celebrating success more. 
These will be constructed by the Marketing Leadership team outside the 
timeframe of this stage of this project. 
We have some solid, tangible actions to take. I will take the role of 
measuring progress against our plans over the next 12 months to ensure the 
efforts taken to think of solutions come to fruition in the actions we take. 
  
A Directed Marketing Department 
 A fifth outcome of this project was a directed marketing department. Via 
the development of our vision, our values, our core purpose and our Big Hairy 
Audacious goal (Collins & Porras, 2004), we have a marketing department that 
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has a common understanding of the future we are committed to creating. This 
has been a culmination of everyone’s thoughts, and by utilizing the initial output 
from the marketing offsite in September and having further evolved the work via 
a motivation team who represented all areas of the department, we have a 
common, inspiring vision. 
 
A Group of people who have been heard 
 A sixth outcome of this project has been a group of people who have been 
heard. Though this process, we have a department of people who have each had 
the opportunity, both quantitatively and qualitatively, to have a say in what is 
working in our department and what needs to be improved.  
 The entire process has allowed for a quantitative survey plus two 
qualitative sessions; the offsite pre-masters workshop and the KEYS survey 
sharing sessions, run by our Research Manager, who has expertise in this area. I 
truly feel that people have been heard throughout this process. Collins (2001) 
talked about leadership being about creating a climate where people that that 
opportunity: 
 “Yes, leadership is about vision. But leadership is equally about creating a 
climate where the truth is heard and the brutal facts confronted. There’s a 
huge difference between the opportunity to “have your say” and the 
opportunity to be heard. The good-to-great leadership understood this 
distinction, creating a culture wherein people had a tremendous opportunity 
to be heard and, ultimately, for the truth to be heard” p 74 
 
I am aware that asking people what they feel and think sets up an 
expectation that their responses will evoke action.  I’ve heard it said “Your 
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actions speak so loudly that I can’t hear what you are saying”. I believe this to be 
true. Action is required after the point at which people have been asked to share 
their feedback so that they feel their input and views are valued, their point of 
view has been really listened too and that has lead to change, hopefully positive 
change.  
 
A Leadership Team who understands the current creative climate 
 A final outcome of this project has been providing information to the 
leadership team on the current creative climate. Data revealed a very consistent 
set of areas that need to be addressed if creativity is to thrive within our 
department. Our leadership team now has an in-depth understanding of the 
issues affecting not only creativity, but of job satisfaction and general moral. This 
outcome provided a great basis on which to build plans to improve. 
 We have quarterly leadership forums that are attended by middle to senior 
management. The last one was in late November 2007. It was a forum to discuss 
goal alignment for 2008. We were talking about the specifics of innovation and 
how we need to be able to tap into more new ideas.  I was able to raise some of 
the areas that had been highlighted throughout the process of gathering the 
information on our creative climate, namely; time pressure, challenging work and 
how we treat new ideas. The fact that everyone felt extremely busy was not 
necessarily because of the importance or challenge of the work, more to do with 
the number of meetings or the day to day “fire- fighting” that can take place. I 
went on to talk about how new ideas need thinking time to evolve, as well as a 
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receptive, nurturing place to grow. The fact that we are so time poor, coupled 
with the fact that ideas can be judged to quickly on their immediate financial 
potential, is not a very conducive environment for innovation to come to the fore 
front. I was extremely pleased to see some acknowledgement of the issues of 
time pressure and creative an environment for creativity to thrive in the final 
version of the outputs of this leadership forum.. There were a lot of suggestions 
around better meeting management to free up time, using innovation to improve 
our processes and systems to make activities such as legal and artwork 
approvals more efficient and ideas around creating an environment where 
creativity can grow – including training sessions, lunch and learn sessions with 
external experts. 
 
A Department committed to improvement 
 A final outcome was we not only have our leadership team committed to 
improvement, we also have our core vision team who are creativity climate 
ambassadors.  
In my last session with the core vision team, I asked people what they saw 
themselves doing next to ensure the vision we created was not just a piece of 
paper, that it truly became the way we do things, part of the DNA of the 
department. We agreed to catch up quarterly to do a pulse check on the climate. 
Have the actions we have taken resulted in perceived improvements? What 
could be improved? Do we need to evolve the action plan?  
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As we continue, the process of daily seeking to align our actions closer to 
our vision, core purpose and BHAG will be the test of how quickly we are able to 
effect real improvement.  
I would like to suggest a “Fuel the Passion Temperature gauge” which we 
can ask the department to complete before each marketing department meeting. 
These meetings are normally held every two to three months. I would like to 
specifically put a measure together that allows people to rate against the areas 
that have been identified our of the climate work done to date.  Over time, we 
could measure the movement of the stimulants and obstacles to see if we are 
effecting change with out action plans. 
Section Four contained the outcomes from this project while Section Five 
will explain my key learning from having completed this project. 
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Section Five: Key Learnings 
 
Introduction 
This section contains my key learnings, which are presented in two 
sections; one on the learning I have had with regard to the content of the project 
and; the other section on the learning I have had around the process of the 
project.  
 
Content Introduction 
 The domain relevant skills I developed throughout this Master’s project 
were; (1) learning how to facilitate the creation of a vision; (2) developing a 
deeper understanding of creative climate and what facilitates vs. inhibits 
creativity and creative problem solving; (3) the importance of supporting teams 
with positive leadership behaviors everyday; (4) being Consciously Skilled versus 
Unconsciously Skilled (Puccio, Murdock & Mance, 2007) and; (5) gaining a 
greater understanding of the link between leadership and creative climate. 
 
Creating a Vision 
Creating a vision was a skill I had previously completed on an individual 
basis through my studies at Buffalo State College.  However, I had not previously 
done this on the scale this project demanded. As a result of working on creating 
a vision for our department, I developed a greater understanding of the 
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importance of a vision as well as formulated a process to aid the development of 
a vision from the format I found in Collins and Porras (2004). 
 
Understanding and Improving Creative Climate 
I have a much deeper understanding of creative climate as a result of the 
work completed in this project. I got a lot out of the Amabile studies I read. Some 
of her suggestions (1998) on addressing areas that can inhibit creativity were: 
 
1. Challenging Tasks: matching people to the right assignments and 
provide the right amount of stretch. 
2. Freedom: giving people autonomy over the process but not necessarily 
the desired end results. An analogy given to illustrate this point that one 
can let people decide how to climb a particular mountain but you needn’t 
let them choose which mountains to climb. Giving people freedom in how 
they approach their work heightens their intrinsic motivation and sense of 
ownership and allows people to approach problems in ways that make the 
most of their expertise and heir creative-thinking skills. Clearly specified 
strategic goals that remain stable for a period of time often enhance 
people’s creativity. 
3. Sufficient Resources: providing thoughtful allocation of time and 
money. Allowing for time for exploration and incubation periods is key. 
4. Work-Group Support: creating mutually supportive groups with a 
diversity of perspectives and backgrounds. Sharing excitement over the 
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team’s goal, a willingness to help teammates through difficult periods and 
setbacks and valuing unique contributions, where every member 
recognizes the unique knowledge and perspective that other members 
bring to the table. 
5. Supervisory Encouragement: providing praise for both successfully 
and unsuccessful creative ideas is important to sustain passion. Most 
people need to feel as if their work matters to the organization. Freely and 
generously recognizing creative work by individuals and teams from the 
onset, and not just once commercial impact is known. Looking for reasons 
to explore new ideas further vs. a focus on reasons why it won’t work. 
Managers can support creativity by serving as role models, persevering 
through tough problems as well as encouraging collaboration and 
communication within the team. 
6. Organizational Support: Creativity is enhanced when the entire 
organization supports it. This is the job of the organizational leaders. 
Support can be shown through rewarding creativity but not bribing people 
to be more creative. Amabile (1998, pp 81-84) 
 
I have found I am more conscious of my day to day leadership behaviors 
and actively think about the above areas, particularly freedom, challenge and 
supervisory encouragement in my day to day work. 
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Facilitation and Creative Problem Solving 
 My facilitation skills have grown throughout this process. I have needed to 
be flexible to cater to different levels of the organization. I have been facilitating, 
not only within the creative problem solving framework, but also in other modes, 
such as through vision sessions and the sharing of survey results and qualitative 
information around creative climate.  
I expanded my warm up exercise knowledge using a suggestion called 
“People Machines” (Davis, p.299). In the first session with the Vision team, I 
divided the team into two groups and asked to act out a certain machine in front 
of the others, who are charged with guessing which machine the team members 
were are acting as. One team acted out a toaster and the other acted out a 
microwave. It was a great way to start the session and get people excited, also to 
show that everyone was creative!  
I have had to think about my role as a facilitator, outside of facilitating just 
creative problem solving. Developing my own frameworks for sharing the survey 
results was challenging, as was that process for creating a vision. 
 I have found that the Mutual Learning Model described by Schwarz (2002) 
has been useful in approaching the sessions I conducted throughout this project, 
particularly on the core assumption that I have some relevant information, and 
other people also have relevant information. Other peoples’ views have been 
essential in understanding the true situation of our climate. 
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The Importance of Supporting Teams with Positive Leadership Everyday 
 I found myself throughout this process really thinking about my day to day 
interactions with people, both within my own team and beyond to the wider 
department and cross functional teams I deal with.  Am I enabling a creative 
climate to flow? Am I facilitating the flow of work to the best of my ability? Am I 
unblocking for my team so they can progress with their projects? Having this 
mental checklist I think has been valuable in starting to change my thinking, 
which in turn changes my behavior. 
 Amabile, Schatze, Moneta, Kramer (2004), in the results of their study into 
leader behaviors and the work environment for creativity, found that “leaders who 
wish to support high-level performance must pay careful attention to the details of 
their own everyday – and seemingly mundane-behavior towards subordinates” 
(p. 30).  
Amabile, et al. (2004) were able to identify some specific suggestions for 
managers of people whose job involves significant creative problem solving, 
which included: “skill in communication and other aspects of interpersonal 
interaction; an ability to obtain useful ongoing information about the progress of 
projects; an openness to and appreciation of subordinates’ ideas; empathy for 
subordinates’ feelings (including their need for recognition); and facility for using 
interpersonal networks to both five and receive information relevant to the 
project” p. 30. 
 
 
46 
 
 
Consciously vs. Unconsciously Skilled 
 This project allowed me to build my creative skill base, in terms of 
understanding the importance of a vision, creative climate and leadership. The 
process has reinforced for me that I need to get to the point of being an 
“Unconsciously Skilled Creative Change Leader”. Puccio, Murdock and Mance 
(2007) presented a model for the development of creative change leaders which, 
I believe highlights the progression I need to continue to make. At present, I 
believe I have moved into the effective practitioner level (consciously skilled), 
where I have developed some proficiency and knowledge in creativity and its’ 
application and practice. Puccio, et al. (2007, p. 250) refer to creative change 
leaders at the unconsciously skilled level as having “internalized creativity 
principles and procedures to such a degrees that the very essence of their 
leadership is defined by behaviors and attitudes aimed at pursuing, facilitating, 
and entertaining novel ideas that have a positive and profound influence in their 
context. These leaders actively seek to introduce or support creative change.” 
To reach the “unconsciously skilled level” of a creative change leader, I 
require further internalization of the creative principles of what I have learnt. 
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Figure 5.1: Puccio, Murdock, and Mance (2007): A Model for the Development of 
Creative Change. p 248. Used with permission 
 
Change Leadership and Creative Climate 
 Puccio, Murdock and Mance (2007) made strong connections between 
change, leadership and creativity, outlining five tenets that support the 
relationship: 
1. Creativity is a process that leads to change; you don’t get deliberate 
change without it. 
2. Leaders help the individuals and organizations they influence to grow 
by deliberately facilitating productive change. 
3. Because leaders bring about change, creativity is a core leadership 
competence 
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4. An individual’s ability to think creatively and to facilitate creative 
thinking in others can be enhanced 
5. As individuals develop their creative thinking and master those factors 
that promote creativity, they positively impact their leadership 
effectiveness. (p. 245) 
I have learnt a lot about the tenets expressed above throughout this 
project.  In the process of gaining feedback on our climate, there was 
evidence of change that was in the form of more demand on people which 
caused time pressure. I agree with the first and second tenets that 
creativity leads to change. I also think the change that is not deliberate, 
such as by increasing demands of people’s time and creating more work, 
can be quite destructive and a block to productive change. I also, however 
hope that by sharing the learning we have gathered with more Senior 
Managers in the organization, there will be a recognition of the current 
climate and the need for everyone to take responsibility on making 
improvements. 
 
 
Process Introduction 
 
 My key process learnings were around; (1) Recruiting the vision team; (2) 
Sharing results with others and (3) Time management and flexibility. 
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Recruiting the vision team 
 A key learning here was to ask for volunteers for this team. The team  
ended up being highly motivated to participate, and we had great sessions 
together. I think this links very well to Amabile and her views on intrinsic 
motivation,  “that people will be most creative when they feel motivated primarily 
by the interest, satisfaction, and challenge of the work itself” (1998) 
 Ekvall (1996) also reflected on this in the climate dimension of challenge 
and involvement. The degree to which people are involved in long term goals and 
visions, as well as the degree to which people feel motivated and committed to 
making contributions effects the overall creative climate of an organization. 
 
Sharing and Interpreting the Quantitative Results 
 I had a teleconference with Kim Kanaga at the Centre for Creative 
leadership after I received the survey results and asked for his advice on how to 
share the results with the wider team. When sharing the KEYS survey results, I 
handed out reports with a refresher on KEYS relevant to each member of the 
leadership team. I then asked each of them to review his team results, thinking 
about what was surprising, what they expected. I didn’t really give them much 
time to digest the results, and this is something I would do differently. I would 
have an initial meeting with all team leaders, reviewing  the KEYS set up 
information together and handing the reports out together a week before then re-
grouping for feedback. I would also have given them the opportunity to ask any 
questions before looking through the results. 
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Time Management and Flexibility 
 
 I have found throughout this project that my process plan needed to have 
some degree of flexibility. This was largely driven by the availability of key 
people, managing my own work commitments on top of this process and allowing 
for new steps to be added to the process. Needing to co-ordinate the diaries of 
the Marketing leadership team, the core vision team and Kathryn, the researcher 
who was able to lead the qualitative sessions when we shared the survey results 
proved to be challenging. Ultimately, my process plan took longer then I had first 
anticipated. I will be completing the presentation to the full marketing department 
on 13th December, which I would ideally have done sooner. I also was recruiting 
for a staff member within my own team, while managing a budget review process 
so carving out time to commit to this project was at times challenging. I also need 
to leave flexibility for new parts of the process to emerge that I had not 
anticipated. In sharing the quantitative data with the Marketing leadership team, 
we felt that some of the information was at face value contradictory or was not 
detailed enough for us to ensure we fully understood the issue. Our leadership 
team includes an extremely experienced researcher who has only been at the 
company a month or so. Her combination of expertise and unbiased views was a 
great asset, and she volunteered to conduct focus groups at each team meeting 
where the results were shared. This process caused my plan to blow out in terms 
of timing but ensured that we understood the real issues we needed to solve. 
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Section Six: Conclusions 
 
Introduction 
 
 This section contains my conclusions from having completed this project. 
These included: (1) If you ask people for their views, you create an expectation of 
change; (2) I found common issues with our creative climate; (3) A combination 
of quantitative and qualitative learning is best; and (4) Common Motivation can 
help team building. I then go on to expand on what I see myself doing next. 
 
If you ask people for their views, you create an expectation of change 
 
 In embarking on this project, Dr Mary Murdock warned me that by 
engaging people in this discussion and by asking them to complete the KEYS 
survey, I had  a responsibility to do something with this information. One of the 
comments from a member of the Vision team when answering the question of 
why they volunteered for the team, said she was relieved that we were following 
through with what was first presented at the Marketing offsite. My conclusion was 
that this type of work carries with it a great responsibility. 
 
Common Issues with our Creative Climate 
 
What I found interesting about the results throughout this process was the 
consistency of the issues we found, both across the sub-groups within the 
department and across the department and the Marketing leadership team. While 
the depth of some of the high and low areas differed, the same issues were 
apparent across all teams within the department. In reading about climate and 
the distinction between culture and climate, climate was described as the 
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measure that is less entrenched (Puccio, et al., 2007), but I believe the KEYS 
measure to be valid and accurate given the consistency that was picked up at a 
broader scale. I do believe, however, to get to a true understanding of the issues,  
a qualitative piece was really required. 
 
Quantitative and Qualitative together is the best 
 I found when I was reviewing the quantitative results from the KEYS 
survey, in some instances, it left us with more questions then we had before. I 
believe that this survey works best if you can then follow up with a piece of 
qualitative research to ensure you truly understand the underlying issues to 
ensure the actions that are taken in response to the information provided is 
accurate. 
 
Intrinsic Motivation and Team Building 
 I found that by asking for volunteers for the Core Vision team, I got people 
who were motivated to be part of the process and really active in their 
participation.  
  
What I see myself doing next 
  I will be carrying on with the action plans we developed to implementation 
stage. I would expect this will continue for the next 12 months. 
 I would like to ask the Marketing leadership team if they would consider 
re-taking the KEYS survey in 12 to 18 months to see if we have made progress. 
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Alternatively, I would be interested in asking our Research Manager to conduct 
some further qualitative groups with the department to understand if people have 
noticed progress toward our action plans. I would like to do a status report every 
quarter within the next 12 months to keep the project at the top of everyone’s 
mind and the progress transparent. I would like to ask the Vision team if they 
would be interested in a quarterly catch up. I would like to try to engage these 
people and encourage their creativity. Ideally, this group of motivated people 
would become Creativity Ambassadors. 
 I would like to continue to learn about how to be a creative leader in my 
career. I have tapped into some good information through completing this 
process. I plan on thinking about how I implement some of the key learning’s I 
have read about in my reference materials; setting clear goals, facilitating 
people’s ability to move forward with their projects and ways to further encourage 
creativity in general. I would also like to read more about transformational  
leadership. 
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Work on a new skill (to meet a need for my organization)  
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This project is about taking a leadership role in my organization to champion a more 
creative climate through developing a departmental vision and a follow up action plan 
based on the climate data in KEYS.   
 
The major components of this project are: 
1. Share the collated learning from the Visioning session and the KEYS survey 
results to highlight those positive and negative areas currently affecting our 
marketing department. 
2. Developing and gaining alignment to the enhanced Vision to the Marketing 
Department. 
3. Using creative problem solving, to achieve the goal of getting closer to our shared 
vision and improve our creative climate. 
 
BACKGROUND: 
 
I work in a marketing department of about 40 people. 
 
I was on the committee that designed the program our last Marketing conference which 
was held in September. It was an overnight offsite where we all get together. 
 
I suggested we do a session on creating a joint department vision and also use the 
opportunity to understand how our climate is tracking. 
 
I sourced the KEYS survey, developed by Dr Teresa Amabile, and shared it with the 
Marketing Director and committee. Everyone agreed it would be a good way to access 
the creative climate we currently have. 
 
I ran a 3 hour visioning session on the offsite and everyone completed the KEYS survey. 
We found that 3 hours was not enough to really get to a vision that everyone felt 
encapsulated the future we wanted to create. 
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I have submitted the department survey’s to the Centre for Creative Leadership and I am 
now awaiting our responses. 
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Since beginning my studies at Buffalo State, one of the biggest challenges I have faced 
has been trying to find a way to integrate my growing creative skill set with my day to 
day work life. 
 
One of the reasons I have passion for this project is that it will enable those two worlds to 
intersect in a very positive way. 
 
When I wrote my vision and strategic plan in CRS635, I identified some core strategies. I 
believe this project delivers against 3 of these: 
 1. Being a creativity ambassador, 
 2. Make creativity a habit and 
 3. Have courage to pursue what I love. 
 
I believe a marketing department needs to tap into their creativity if they are to be 
successful. I also believe by focusing on and prioritizing the areas that have been 
identified by the department themselves of barriers to creativity, I can help navigate 
solutions that will unlock our creative potential and ultimately provide a competitive 
advantage to our company. 
 
Refining and agreeing to a department vision will provide our department with a clear 
picture of the future we want to create. Having a plan to improve our creative climate will 
provide us with a path of how to help get to that vision. Both of these initiatives will help 
me personally, as one of the leaders of that department as well as help those in the 
department by improving the climate of their work environment. 
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I see five key tangible outcomes of this project. 
1. A clear and common department vision that people have agreed on. 
2. A list of the positives and the barriers we currently face as a department of getting 
to that vision and to having a true creative climate 
3. Identified and prioritized the key areas of opportunity to improve our creative 
climate and achieve our vision. 
4. An action plan of how we will address the top priority area, as voted by the 
department themselves 
5. Start the implementation of that agreed action plan for the prioritized area. 
 
The more intangible outcomes I am hoping to evoke will be: 
1. A celebration of what works well for our team 
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2. A sense that our leadership team have taken on action in addressing the concerns 
of our department 
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I will request 360 feedback from the immediate team on how they feel the process has 
gone a key points via a PPCO. 
 
I will also request a session with my Marketing Director at the end of the project time to 
gain his insights into the process and how effective it has been. 
 
Outside of the scope of this project,  I would also look to gauge at the next offsite 
meeting how people felt about the efforts that had been made to address the key areas 
identified from last year – both in a qualitative sense and through the KEYs survey 
results. 
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I will take a leadership role in my organization to develop a more creative climate 
through developing a department vision and understanding the barriers we currently face 
that are pulling us away from that vision. It will be my role to develop an action plan, 
using CPS and KEYS data. 
 
I will lead the core team, who will be defined by the number of volunteers I get to be part 
of the entire process.  I would cap this involvement to 7 people from within our 
marketing department. 
 
On a wider scale, the whole department will be influenced by the process and actions. 
Their by in and participation at key times will be imperative to ensure that myself and the 
core team are designing action plans that resonate with the people they will impact. 
 
I will require the permission of my direct boss, the marketing director for this project. He 
has already suggested the core team approach and from initial discussions, seems to buy 
into the approach I am recommending.  
 
I will require the support and help of the Buffalo cohort, especially Mary and my 
Sounding Board Partner, Daneen. 
 
I would also like to use Dr Ken Hudson as a mentor throughout this process. I have made 
contact with Dr Hudson. He runs a business called the idea space and is a lecturer on 
creativity and one of the Sydney Universities. He is someone I can use on the ground 
here to run things past. 
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Phase 1 of the process will take place over the next 3 months, from September to 5th 
December. 
Phase 2 of the process will take place from December through to August 
Phase 3 of the process will take place at the annual off site conference in September 
2008. 
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This project will occur mainly at the office in which I work in Sydney. For the core team 
workshops, I will be seeking new environments to take us out of the day to day. These 
will include meeting rooms at our Advertising and Media agencies.  
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I believe the importance of this project can be summarized in three points: 
1. A defined and collective vision provides clear direction, 
2. A creative climate is crucial to remain competitive in the industry I work in 
3. People are the most valuable resource a company has. Ensuring we, as a 
management team, have listened to, acknowledged and put action in to improve 
the creative climate of our department will hopefully lead to increased moral and 
ultimately increased quality of creative products and outputs. 
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1. Become known as a creativity ambassador/leader in my organization – someone 
people can go to if they have questions, offer my services to help facilitate 
creative problem solving. 
 
2. Internalize the skill base I have been cultivating in the last 12 months through the 
studies at Buffalo – work with more fluency on CPS 
 
3. Develop a greater understanding of creative climate – Review all relevant 
Amabile and Ekvall work in this area, along with any other Theorists I find. 
Understand intrinsic motivation more and in that process, find out more about 
what I am personally passionate about. 
 
4. Start to become a change agent – start to understand the role I can play as a 
change leader within my organization. 
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On Achieving the Deliverables: 
 
Phase 1: (Timing September to 5th December) Complete our Department Vision, Identify 
our current barriers to creating a creative climate, prioritize those barriers which we need 
to address and using CPS to come up with an action plan to address the area voted the 
most important. 
 
It is my intention to: 
 
1. Complete the vision for the marketing department by inviting people interested in 
the process to take part in a further session to ensure we have captured all the key 
points from the offsite session. 
a. The people on this team will be volunteers, they will have intrinsic 
motivation to see the vision come to life and the creative climate of our 
department to improve. 
2. Review the KEYS results,  along with the qualitative  information we drew from 
people in the visioning session to highlight both 
b. The current practices and assets we have that are pulling us towards a 
positive creative climate and 
c. The current practices that are pushing us away from a creative climate. 
3. Present the enhanced Vision to the Marketing Department for sign off and share 
the collated learning from the Visioning session and the KEYS survey results to 
highlight those positive and negative areas. 
d. In this session we will prioritize the areas we need to work on in order to 
improve the creative climate 
4.  I will then go through a process, with the team of volunteers from my 
department, using creative problem solving, to come up with a plan of how to 
improve the top area identified out of both the survey and the qualitative feedback 
I have received, with the goal of getting closer to our shared vision and improve 
our creative climate. 
5. I would like to see have started the implementation for the highest priority area. 
 
Outside the scope of this Masters Project: 
 
Phase 2 (Timing: December 2007 to August 2008 outside), I intend to continue to lead 
this process and see the initiatives we develop from future CPS sessions on the other 
areas that were identified out of the process and implement those plans over the next 12 
months 
  
Phase 3 (Timing: September 2008) would then be to summarize all of the initiatives that 
have been implemented across the areas we needed to improve on and present these at the 
2008 Marketing conference. I would then like to re-assess the creative climate to 
understand if these initiatives have in fact improve our creative climate. 
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On Achieving My Goals: 
 
On becoming a creativity ambassador, I plan to lead this project, gain buy in from my 
direct boss on the process I am recommending and also allow for key stake holder 
feedback. 
 
On internalizing the skill base I have been cultivating, I will be recording the process on a 
log, with the goal of seeking and understanding the deeper insights that will be revealed 
through this process. 
 
On developing a greater understanding of the dynamics of creative climate, I plan on 
reviewing all of the literature I can find on this topic.  
 
On becoming a change agent, I think this will be achieved by committing to the process, 
gaining buy in from key stakeholders and communicating the benefits of the process. 
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I will ask for 360 feedback from both my direct boss and the people within the core team.  
 
On a more informal basis, I will ensure I have “corridor conversations” with my core 
team, ask them how they think the process is going. 
 
I plan to get feedback from our Marketing Leadership Team (of which I am a part) and 
ask them, after each milestone, how they feel the approach is being received from within 
their teams. 
 
I plan on making this project part of my Individual objectives for the remainder of the 
year, so I will be officially evaluated on my performance and this evaluation will go 
towards my full year performance rating for 2007. 
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Appendix B: KEYS Product Information: Centre for Creative 
Leadership 
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Appendix C: Marketing Offsite Workshop & Outputs 
 
 
66 
 
 
 
67 
 
 
 
68 
 
 
 
69 
 
 
 
 
70 
 
 
 
71 
 
 
 
72 
 
 
 
73 
 
 
 
 
74 
 
 
75 
 
 
Appendix D: Vision Team Workshop Framework Session 1 
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Appendix E: Vision Team Workshop Session 1 Outputs 
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Appendix F: Marketing Leadership Team Session Framework 
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Appendix G: Marketing Leadership Team Session Outputs 
 
 
 
 
102 
 
 
 
103 
 
Appendix H: Creative Problem Solving  Session outputs & Action Plans 
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Appendix I: Final Marketing Department Vision, Survey Results and Action 
Plan Presentation 
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